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NG DUNG HE THONG LEAN MANUFACTURING CAI THIEN
DAY CHUYEN SAN XUAT TAI CONG TY CO KHi QUANG HUY

APPLICATION OF LEAN MANUFACTURING SYSTEM TO IMPROVE
PRODUCTION LINE AT QUANG HUY MECHANICAL COMPANY
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TOM TAT

Lean Manufacturing la hé thong cac phieong phdp nham lién tuc loai bé nhing ling phi
trong qud trinh san xudt. Bai bdo nghién ciru cdi tién ddy chuyén san xudt ciia Cong ty Co khi
QOuang Huy bang phwong phdp Lean va xdc dinh nhitng lang phi dang ton tai trong hé thong sdn
xudt, ap dung phwong phép cin bang chuyén, so do chudi gid tri nang cao hiéu qud lam viéc, gidm
thiéu lang phi ciia hé théng, giam thoi gian ton kho va tang loi nhudn cho céng ty.

Tir khéa: Lean Manufacturing; Lang phi; Can bang chuyén; So dé chudi gid tri.
ABSTRACT

Lean Manufacturing is a system of methods to continuously eliminate waste in the production
process. The article researches to improve the production line of Quang Huy Mechanical Company
by Lean method and identify the existing waste in the production system, apply the method of
balancing the line, value chain diagram to improve working efficiency, minimize waste of the system,
reduce warehouse inventory time and increase profits for the company.

Keywords: Lean Manufacturing; Waste; Line balancing; Value chain diagram.

1. CO SO LY THUYET VA PHUONG dung mo hinh san xuét tinh gon 1a diéu can thiét

PHAP NGHIEN CUU [3]. Cac phuong phap sir dung trong nghién ctiru

gom: Hé théng Lean Manufacturing phuong

Lean Manufacturing giup tang kha nang phap nghién ctru théng ké, phan tich tong hop

sir dung cac ngudn lyc, rat ngan thoi gian chu  xir Iy két qua dé danh gia két qua thuc nghiém,

ky san xuat nham dap (mg yéu cau cua khach phuong phap so sanh dé tim hiéu rd hon vé hé

hang ma khong gay lang phi. Vi vay, dé tbi vu  thdng san xuat banh ring tai Cong ty Co khi
loi nhuan, tang kha nang canh tranh thi Ung Quang Huy.
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2. NOI DUNG NGHIEN CUU
2.1. Cén bang chuyén

Cong ty c6 4 day chuyén san xuat banh
rang, lya chon 1 day chuyén san xuat dé can

bang dy chuyén. Thoi gian 1am viéc cua cong
nhan 1a 8h/ngay, san luong 16 san pham/ca/day
chuyén. Thoi gian 1am viéc san c6 1 ca la: APT
= 8 x 60 = 480 (phut), trong d6 thoi gian lam
viéc cua tirng cong doan nhu trong bang 1:

Badng 1. Thoi gian quy trinh tieng cong doan

STT Cong doan | OP (nguoi) | CT (gidy) | CO (phut) (s;) l,;l;) (l]?l(l?'ll:) UT (%)
1 Tién 4 25 25 480 455 94.79
2 Phay 4 16 20 480 460 95.83
3 Nhiét 1 6 1 480 479 99.79
4 Mai rang 4 10 10 480 470 97.92
5 Dong goi 1 8 5 480 475 98.96

Lugng ton kho va thoi gian ton kho
sau cong doan tién, phay lan luot 14 28; 20 san
pham trong 2; 1.2 ngay. Sau coéng doan nhiét,
khong c6 san pham nao ton kho. Lugng ton kho
va thoi gian ton kho sau cong doan mai, dong
g6i lan luot 1a 15; 7 san pham trong 0.7; 1 ngay.
Thoi gian t6n kho ca quy trinh 1a 4.8 ngay. Tt
d6, nhom tién hanh vé& so d6 chudi gia tri hién
tai nhu hinh 1:
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Hinh 1. So 6 chudi gid tri hién tai

Theo quan sat vé day chuyén san xuat,
nhom nghién ctru thu dugc thoi gian hoan thanh
ting cong vi¢e trong quy trinh nhu bang 2:

Bang 2. Thoi gian cua tirng cong viéc

Thoi gian
Tram Cong viéc hoan thanh
(phiit)
1 Tién 25
Phay 20
2 Kiém tra ban thanh 3
pham
3 Nhiét luyén 1
Mai rang 10
4 Kiém tra thanh phim 3
bong goi
Téng 64
Thoi gian chu ky suat:
OT 8x60 ,
=D " 16 30 (phut)

San lugng to1 da sadn xuat dugc trong
mot ca:
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D, - or _ 8x60
T 25

max

=19.2 (san phém)

San lugng to1 thiéu san xuat dugc trong
mot ca:

_ 0T 8x60
min Z T; 64

=7.5 (san pham)

Vay ké hoach san xudt 16 san pham/
day chuyén/ca 1a thyc hién duoc. Cong ty c6 4
tram vé6i thoi gian chu ky cua 4 tram déu 1a 30
(120phtt), chu ky thoi gian 1am viéc tuong ting
25/23/11/5-64phut va thoi gian cho tuong ung
5/7/19/25-56pht.

Hiéu suat hién tai:

Théi gian tai mi tram l3m vige B4
: : — = x 100% = 53.3 24.
Theai gian chu ki 120 % %

Thoi gian ling phi ctua diy chuyén:
100% — 53.3% = 46.7%.

S6 tram tdi thiéu trong mot day chuyén

=i #5943
Teg 30

Vay s6 tram tdi thiéu 1a 3 tram. Hién
tai, cong ty dang bd tri 4 tram, vi vay can xem
xét gop tram. Pong thoi, nhin thidy dé nang
cao hiéu suat ctia day chuyén thi can giam thoi
gian nhan rdi tai cac tram bang cach ting san
luong tir 16 san pham/ddy chuyén/ca 1én 19 san
pham/day chuyén/ca.

Tién hanh cai tién day chuyén:

Thoi gian chu ky suat la:
T — OT _Bxs0 _ =0
CK  p 18

Vi vdy, phuong an thay d6i tram moi
dugc dé xuit nhu bang 3.

Bdng 3. Tram sau khi cdn bang chuyén

Tram 1 2 3

Kiém tra ban thanh

pham, nhiét luyén,

mai rang, kiém tra
thanh pham, dong goi

Cong viéc | Tién | Phay

Sau khi can bang chuyén, cong ty ¢ 3
tram v&i thoi gian chu ky ciia 3 tram déu 1a 80/3
(80phut), chu ky thoi gian lam viéc tuong Uing
25/20/19 (64phtt) va thoi gian chd tuong Gng
1.6/6.6/7.6 (15.8phut).

Hiéu suat sau cai tién:

Théi gian tai méi tram 1am viéc 64
' : — = — x100% = 809
Théi gian chu ki 30 % %

Thoi gian liang phi cia diy chuyén:
100% — 80% = 20%.

Sau khi cAn bang chuyén, hiéu suat da
tang tir 53.3 % lén 80% (ting 26.7%), dong
thoi thoi gian lang phi trong day chuyén giam
tir 46.7% xudng 20% (giam 26.7%).

2.2. Chuén héa quy trinh kiém tra chit hrong

Trung binh Cong ty san xuét duge 128
banh ring/ngay, 3328 banh ring/thang, moi
ngiy coéng nhan ldy 30 miu kiém tra. Nhom
nghién ctru tién hanh kiém soat phé pham nhu
hinh 2 va chi phi cho san phim kém chat lugng

va ctia Cong ty trong thang 5/2023 nhu bang 4.
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Biéu do ldén; soﬁkt phéan tram
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Hinh 2. Biéu do kiém sodt chdt hrong 5/2023

Bdng 4. Bang chi phi phdt sinh do san xudt kém
chdt lwong trong thang 5/2023

11;2:;‘ Ty1¢ | o | Chiphi
Thoi Mg | phé O | phat
gian >an phim g sinh

phiam o (VND)

(chiée) | 7 (VND)
52023 | 3328 | 3.1 | 80000 | 8253440

Trong thang 5/2023 vira qua, cong ty
mat 8253440 dong dé tai ché san pham 15i, co
cac ngdy vuot ngoai duong kiém soat trén va ty
1¢ phé pham 16n 3.1%. Vi vay, nhom tién hanh
xay dung biéu dd xir 1y hang 15i dé nham kiém
soat chat lugng san pham va giam ti 1é 16i nhu
hinh 3.
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SX o => TP ky xibe nhin et
I E ]
Phing QC dong gbi xubl hing Xic
phé phim theo phidu dinh kém rhdn
Rt gua

Hinh 3. So' do quy trinh xit Iy hang 16

Sau khi 4p dung cac bién phap kiém
soat chat lugng vao thang 3/2024 thu dugc ket
quad nhu hinh 4 va bang 5.

Biéu d6 kiém soét phan tram phé
pham
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Hinh 4. Biéu d6 kiém sodt chat heong thang
3/2024

Bdng 5. Bang chi phi phdt sinh do san xudt kém
chat luwong trong thang 3/2024

11;3::‘ Ty1¢ | o | Chiphi
Thoi Mg | phé oM | phat
gian san phim gta sinh

phﬁ,m o (VND)

(chibe) ) (VD)
3/2024 | 3328 | 2.69 | 80000 | 7161856

Thong ké thang 3/2024 cho thay chi phi
phat sinh do 16i ctia cong ty 1a 7161856 dong,
da giam so voi thoi diém 5/2023. Nhu vay,
sau khi 4p dung cai tién trong thang 3/2023,
cong ty da tiét kiém duoc 8253440 — 7161856
= 1091584 (dong) va ty 1¢ phé pham giam con
2.69% (giam 0.41%). T nhitng cai tién trén,
nhom tién hanh v& so d6 chudi gia tri twong lai
nhu hinh 5.

Hinh 5. So' do6 chuéi gid tri twong lai
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Sau khi 4p dung Lean va su dung céc
phuong phap cai tién: can bang chuyén, so dd
chudi gia tri, nhom thiy thoi gian ton kho con 4
ngay, giam 0.8 ngay so vdi trude cai tién. Dya
trén bao cdo cua Cong ty Quang Huy ciing nhu
dir liéu thuc té tai phan xudng san xuét, nhom
nghién ctru tién hanh tinh toan, dy bao va lap
dugc biéu dd loi nhuan cua cong ty tir thang
3/2024 dén 7/2024 nhu hinh 6:

Biéu @6 lgi nhuin trwée va sau khi
ip dung Lean
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» Trrive khiciifién = Sau khi cii tién

Hinh 6. Biéu dé loi nhudn trudc va sau khi ap
dung Lean.

Theo du bao, phuong an ban trude khi
cai tién loi nhuan trung binh 1a: 178854000
d@)ng, da sb loi nhuan tang déu theo cac nam
nhung khong dang ké. Sau khi ap dung Lean,
loi nhuén trung binh 1a 214299000 dong, ting
20% so véi loi nhuan trude khi cai tién.

3. KET LUAN

Khi nghién ctru, ap dung Lean dé tinh
gon tdi wu trong qué trinh san xudt banh ring,
nhom di nghién ciru va cai tién quy trinh san
xudt trong cong ty voi cac tram trong khu vuc
san xuét giam tur 4 tram xuéng con 3 tram. Hiéu
suat day chuyén tang tir ting 26.7%, dong thoi
thoi gian ldng phi trong ddy chuyén giam tir
giam 26.7%, san lugng tang tir 16 banh rang/

day chuyén/ca 1én 19 banh ring/ ddy chuyén/
ca. Tiép theo, ty 16 phé pham giam 0.41%. Cubi
cung, sau khi ap dung Lean, lgi nhuan cong ty
du kién ting 20% so v6i loi nhuan trude khi céi
tién. «*
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